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Abstract 
Contemporary concept of career comprises not only vertical promotion to higher posts but also any change of posts, 
responsibilities and the related learning. Currently it is almost unanimously agreed that career is owned by an individual, but 
organizations, via their career development systems, can also actively participate in the employees’ career development. The 
purpose of the empirical research was assessment and analysis of the following individual level career development and learning 
related constructs: career conception, career aspirations, conceived career possibilities, career barriers, career satisfaction, work 
engagement and evaluation of learning system suitability/non-suitability for career development in the Lithuanian civil service. 
The representative survey of the Lithuanian civil servants was carried out. The applied method enabled to clarify the career 
development and learning related tendencies and attitudes in the Lithuanian civil service. The main findings of the research were 
that the level of career aspirations in the civil service is much higher that the level of conceived career possibilities. The most 
important barriers for career in the civil service are considered lack of career opportunities in the civil service, unfavourable 
career policy towards civil servants and belief that selection and promotion processes are unfair. 
© 2014 The Authors. Published by Elsevier Ltd. 
Selection and peer-review under responsibility of the Organizing Committee of WCES 2014. 
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1. Introduction 
The organization is a system were career can be made. However, not all organizations have formalized career 
development systems supporting individuals who are willing to implement their career aspirations. Career 
development system provides the main principles which regulate careers of the employees, it reflects the dynamic 
aspects of Human resources management (HRM), encompassing and integrating the majority of HRM processes. 
 
 
* Rasa Pilkauskaite-Valickiene. Tel.: +370-615-27483  
   E-mail address: rvalick@mruni.eu 
5 The Authors. Published by Elsevier Ltd. This is an open access article under the CC BY-NC-ND license 
(http://creativecommons.org/licenses/by-nc-nd/4.0/).
Selection and peer-review under responsibility of the Organizing Committee of WCES 2014
414   Andrius Valickas et al. /  Procedia - Social and Behavioral Sciences  191 ( 2015 )  413 – 417 
Well-designed career systems provide an opportunity for organizations to upraise to the highest levels of 
management hierarchy the people who are able to generate, create and implement new ideas helping the 
organization to adapt to rapidly changing environment (Higgins & Dillon, 2007). The current career development 
theory focuses largely on the individual, while the field of human resource development is mostly concentrated on 
the organization or large systems (Upton, 2006). Therefore, many scholars of these areas (Savickas, 2002; Upton, 
2006; Patton & McMahon, 2006) foresee the opportunity for the convergence of individual career development and 
human resource development research. This approach would provide a chance for HRM professionals to address 
career and learning related goals important for both employees and organizations. The individual is considered to be 
the main subsystem of an organizational career development system. Therefore, the identification of individual-
related factors and the analysis of the individual’s approach to career and learning provide a solid background for 
modelling the career development system. The purpose of the research was assessment and analysis of the following 
individual level career development and learning related constructs: career conception, career aspirations, conceived 
career possibilities, career barriers, career satisfaction, work engagement and evaluation of learning system 
suitability/non-suitability for career development in the Lithuanian civil service. 
2. Method 
2.1. Subjects and procedure 
The representative survey of the Lithuanian civil servants was carried out. Selection of the respondents for the 
research was carried out using probability cluster selection method. This type of selection is implemented dividing 
all the possible respondents into the groups, which are similar according to the characteristics important for the 
research and varying inside the groups. 523 respondents participated in the survey. Age of the respondents was from 
22 to 64, distribution of the respondents according to gender: males - 41,3 per cent and  females - 58,5 per cent. The 
respondents were distributed equally among all the categories of civil servants, representing their status and the 
position in the hierarchy of the Lithuanian civil service: from the lowest to the highest. The pilot research was 
carried out before the main research to verify the scales.     
2.2. Measures 
The following constructs were measured in the research: career conception, career aspirations, conceived career 
possibilities, career barriers, career satisfaction, work engagement and evaluation of learning system suitability/non-
suitability for career development. Career conception is considered to be the basis of the individual level career 
factors. It could be defined as general attitudes towards career held by the person, which can help to make career or 
prevent from making it in spite of the factual conditions provided for career in the organization. Career conception 
was assessed using semantic differential methodology (Osgood et al., 1957). One polarity of the 5 point scale 
constructed by the authors of this article refers to traditional and the other to contemporary conception of career. The 
dichotomies of adjectives of contemporary and traditional career conceptions were constructed using contemporary 
career conceptions introduced by Arthur & Rousseau, (1996); Peiperl & Baruch, (1997); Peterson and Anand 
,(2002); Hall (2002); Iellatchitch, Mayrhofer & Meyer (2003). Career aspirations are understood as a desire and 
intention to pursue a role or a particular position within an organization or a wider system. Aspirations play an 
important role in career decisions because they reflect the goals and intentions that foster individuals to pursue a 
particular course of action (Greenhaus & Callanan, 2006). Career aspirations were assessed using single item 5 point 
scale: would you like to pursue career in the civil service? Conceived career possibilities refer to possible career 
paths, their quality, quantity and adequacy for the individual within a social system as conceived by the individual. 
Conceived career possibilities were assessed with 3 item 5 point scale developed by the authors of this article. 
Cronbach’s alpha for the scale was 0,78. Career barriers comprise individual’s perceptions of negative conditions 
that might interfere with career progress. In this research we indentified the list of 16 possible career barriers and 
asked to indicate how much each item was considered to be a barrier for career in the civil service. Career 
satisfaction is an important factor in research on career development and other areas of inquiry. Career satisfaction is 
often regarded as a key outcome representing career success and personal fulfilment (Greenhaus & Callanan, 2006). 
Career satisfaction was assessed using 6 item 5 point scale constructed by the authors of the article. Cronbach’s 
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alpha for the scale was 0,86. Work engagement is defined as a positive, fulfilling work-related state of mind that is 
characterized by vigour, dedication, and absorption. Work engagement was assessed using shortened 9 items 
Utrecht work engagement scale (UWES-9) (Schaufeli, et al. 2006). Cronbach’s alpha for the total nine-item scale 
was 0,89. Evaluation of learning system suitability/non-suitability for career development is a subjective evaluation 
of learning system and learning opportunities existing within the system, which are accessible for the respondents 
implementing their career plans. The construct was assessed using 4 item 5 point scale constructed by the authors of 
the article. Cronbach’s alpha for the scale was 0,74.  
3. Results and discussion 
Analyzing the career conception prevailing in the Lithuanian civil service we found that distribution of the 
characteristics of contemporary and traditional understanding of career is quite equal, however contemporary 
understanding of career concept dominates (Figure 1).   
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Fig. 1. Career conception. Career conception criteria indicted in the figure: 1. Various work related experiences (contemporary career conception 
(CCC)) - Higher posts (traditional career conception (TCC)). 2. Self - expression and development possibilities (CCC) – Acquisition of rights 
(TCC). 3. Initiated and constructed by the individual (CCC) – Suggested and planned exceptionally by the organization (TCC). 4. Related to 
competence and performance results (CCC) - Related to tenure in posts (TCC). 5. Developed in the context of the life of the individual in various 
organizations and/or professions (CCC) - Planned essentially in one organization and/or profession (TCC).  
 
However according to two criteria career is considered as more traditional that contemporary: career is held more 
related to acquisition of higher posts than a collection of various work related experience (the first criterion), and 
more suggested and planned by the organization than initiated and constructed by the person (the third criterion). In 
the contemporary society, career is usually defined as the sequence of the person’s work and learning related 
experiences in one or several organizations (Patton & McMahon, 2006). Thus, according to this sense, career 
conception of civil servants is not completely contemporary. This may be due to the fact that the respondents still 
regard themselves as part of complex organizational structure, which is considerably responsible for their careers 
and learning.  We found that average level of career aspirations was 4,07 (in the scale from 1 (lowest) to 5 
(highest)). Distribution of the answers to the question “Would You like to pursue career in the civil service?” was 
following (in percents): “surely yes” – 39,4, “maybe yes” – 39, “undecided” – 12,4, “maybe not” – 8. It is 
interesting to note that just 1,2 percent of the respondents indicated that they surely did not want to pursue career in 
the civil service. It was found that average level of conceived career possibilities was 2,69 (in the scale from 1 
(lowest) to 5 (highest)). Therefore we have to conclude that the level of career aspirations was much higher that the 
level of conceived career possibilities. This could mean that career development system of the Lithuanian civil 
service is still generally not considered as favourable space for civil servants’ careers.    
The findings relating to career barriers in the civil service are provided in the table 1. Career barriers are arranged 
from the most important to the least important.  
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Table 1. Career barriers (scale from “not a barrier at all” – 1 – to “very important barrier” – 5) 
Career barriers 
 
M SD 
1. Lack of career opportunities in the civil service 3,45 1,23 
2. Unfavourable career policy towards civil servants 3,31 1,29 
3. Belief that selection and promotion processes are unfair 3,07 1,32 
4. Lack of support from the direct manager 2,67 1,33 
5. Lack of self confidence 2,55 1,23 
6. Lack of qualification 2, 40 1,23 
7. Belief that having taken other posts the involvement into politic is 
inevitable 
2,35 1,27 
8. Concern that having changed the post it would be impossible to 
properly harmonize work and leisure (family) duties 
2,33 1,36 
9. Lack of experience 2,27 1,34 
10. Lack of desire to take responsibility (new, additional) 2,14 1,2 
11. Lack of desire to take other posts 2,1 1,22 
12. Lack of desire to work more that it was before 2,06 1,29 
13. Willingness to keep the  present positions 2,03 1,33 
14. Age 2 1,37 
15. Lack of support from family members 1,9 1,23 
16. Gender 1,74 1,45 
 
As we see from the table 1, the most important barriers for career in the civil service are considered: lack of 
career opportunities in the civil service, unfavourable career policy towards civil servants and belief that selection 
and promotion processes are unfair. Thus, it can be supposed that the Lithuanian career development system is 
politicized and career barriers are considered to be the factors related to career development system dysfunctions or 
direct discouraging to make career. Such a situation is evidently related to lack of strategic approach towards human 
resources, then long term human potential is not developed and it is believed that high profile professionals can 
grow up and maintain their quality without more intensive change of career experiences in the space of public 
service. We found that the level of career satisfaction was 3,35 (in the scale from 1 (lowest) to 5 (highest)). Work 
engagement was 3,6 (in the scale from 1 (lowest) to 5 (highest)). It was also found that the correlation between 
career satisfaction and work engagement was 0,632 (Pearson correlation, significant at the level p<0,001). Thus, we 
conclude that there might causal relations exist between these two constructs important for career development 
which have to be further investigated. Evaluation of learning system suitability/non-suitability for career 
development was – 3,33 (in the scale from 1 (lowest) to 5 (highest)). Therefore we have to conclude that learning 
practices in the system of civil service are quite appropriately applied, they are supporting career development and 
are not usually considered to be an obstacle for career development. Some contemporary learning and education 
conceptions (for example, conception “70-20-10”) stress a relatively higher importance of real work experiences 
comparing them with formal learning or learning through observation (Lombardo & Eichinger, 2000). Thus career 
experiences in this context are considered to be very important as enabling to learn performing real work 
assignments. 
4. Conclusions 
Career conception of the surveyed Lithuanian civil servants is more contemporary than traditional. The 
exceptions are making just two criteria: career is considered more related to acquisition of higher posts than to any 
various work and learning experiences, career is considered to be more suggested and planned by the organization 
than initiated and constructed by the person (employee). The level of career aspirations in the civil service is much 
higher that the level of conceived career possibilities. This could mean that career development system of the 
Lithuanian civil service is still generally not considered as favourable space for civil servants’ careers. The most 
important barriers for career in the civil service are considered: lack of career opportunities in the civil service, 
417 Andrius Valickas et al. /  Procedia - Social and Behavioral Sciences  191 ( 2015 )  413 – 417 
unfavourable career policy towards civil servants and belief that selection and promotion processes are unfair. While 
age, gender and lack of support from family members generally are not considered to be career barriers. The 
correlation between career satisfaction and work engagement was high. Thus, we conclude that there might causal 
relations exist between these two constructs important for career development. Learning practices in the system of 
civil service are applied quite appropriately, they are supporting career development. 
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